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Why We Did This 

Evaluation 

 
We initiated this review to 

determine how the U.S. 

Department of Housing and 

Urban Development (HUD) 

hires new employees, 

determine the timeliness of 

the hiring process as 

measured by the average 

time-to-hire, and determine 

efforts made by HUD to 

reduce its average time-to-

hire. 

 

In addition, this evaluation 

identifies best practices used 

by other Federal agencies. 

 

This evaluation was initiated 

after HUDôs Office of 

Inspector General identified 

human capital as a top 

management challenge for 

HUD in fiscal year (FY) 

2020.  Additionally, in its FY 

2018-2020 Strategic Plan, 

HUD identified a strategic 

goal of streamlining 

operations, including 

improving hiring and 

reducing the average time-to-

hire. 

 

Results of Evaluation 
 
While some of HUDôs efforts to improve its hiring and human capital 

functions and reduce its average time-to-hire have been successful, HUDôs 

hiring process overall was not efficient.  HUDôs Office of the Chief Human 

Capital Officer (OCHCO), which is responsible for developing and 

implementing policies and procedures associated with human capital 

management, set a goal to reduce the average time-to-hire but did not meet 

this goal.  OCHCO must implement efforts to improve HUDôs hiring and 

human capital functions and increase hiring efficiency, as defined in its own 

human capital operating plans. 

 

Hiring process owners, including program office hiring managers and 

administrative staff, received limited and inconsistent training on the hiring 

process and were not aware of the roles or responsibilities in the hiring 

process.  The unclear roles and responsibilities, along with the inconsistent 

training, impacted HUDôs ability to hire efficiently. 

 

Additionally, OCHCO had inconsistent and unreliable hiring data due to the 

manual nature of the data input and the lack of interaction among the various 

data-tracking tools.  As a result, OCHCO may not fully understand how well 

HUDôs hiring process is operating or where its shortcomings exist.  The 

unreliable hiring data impede OCHCOôs and the program officesô ability to 

properly identify when to take actions for improvement. 
 

Recommendations 
 
We offer 11 recommendations to improve HUDôs hiring process.  Six of the 

recommendations are aimed at process reform, and five recommendations are 

designed to support data improvement.  The status of each recommendation 

will remain ñunresolved-openò until we agree to OCHCOôs proposed 

management decision for each recommendation. 
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Introduction 
 

Objectives 
 

The objectives of this evaluation were 

 

¶ To determine how the U.S. Department of Housing and Urban Development (HUD) 

hires new employees. 

¶ To determine whether HUD is able to hire new employees in a timely manner. 

¶ To determine whether HUDôs ongoing efforts to reduce the average time-to-hire have 

the intended effect.1 

¶ To compare HUDôs hiring practices and timeframes to those of other similar-size 

Federal agencies. 

 

Background 
 

HUDôs human capital challenges have persisted and been documented by HUD, HUDôs Office 

of Inspector General (OIG), and U.S. Government Accountability Office assessments for more 

than 25 years.  Both HUD and OIG recognized that HUDôs inability to efficiently hire qualified 

staff could negatively impact its ability to accomplish its mission.  Therefore, HUD included 

improving hiring and human capital functions as a strategic objective in its fiscal year (FY) 

2018-2022 Strategic Plan, and OIG identified human capital as a top management challenge for 

HUD in FY 2020. 

 

U.S. Office of Personnel Managementôs Hiring Initiative and Expectations 

 

In FY 2017, the U.S. Office of Personnel Management (OPM) issued an End to End Hiring 

Initiative report as part of its attempt to take a new, comprehensive, and integrated approach to 

Federal hiring.  The initiative created roadmaps for the five components of hiring:  workforce 

planning, recruitment, hiring process, security and suitability, and orientation.  In its hiring 

process roadmap, OPM developed an 80-day model to hire a new employee, as shown in figure 

1. 

 

 
1 Average time-to-hire is the average number of days it takes to fill a vacancy. 
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FIGURE 1 ï OPMôs hiring process roadmap2 

 
Source:  OPMôs End to End Hiring Initiative, page 27 

 

OPM expected agencies to review the model and their internal hiring process to determine how 

they could make necessary adjustments to streamline processes and improve time-to-hire.  OPM 

permitted agencies to modify the timeframes for each of the hiring process steps as the agencies 

saw fit.3  According to OPM, the governmentwide average time-to-hire for FY 2018 was 98 

calendar days.4 

 

HUDôs Hiring Process Roles 

 

The hiring process involves several process owners outside HUD and across HUDôs various 

administrative and program offices, including 

 

¶ The Bureau of the Fiscal Service (BFS) 

¶ HUDôs Office of the Chief Human Capital Officer (OCHCO) 

o Recruitment and Staffing Division 

o Personnel Security Division 

¶ HUDôs Office of the Chief Financial Officer 

¶ HUDôs program offices 

o hiring managers 

o administrative officers (AO) 

o internal human resources offices or staff 

o internal budget offices or staff 

 

BFS is part of the U.S. Department of the Treasury and has provided shared services support to 

HUD since FY 2015.  BFS is solely responsible for creating, reviewing, and posting the job 

 
2 This OPM roadmap uses the acronym EOD in place of entrance on duty. 
3 On February 25, 2020, OPM issued a modification to how it collects time-to-hire data to account for the time it 

takes to undergo background investigations, receive security clearances, and conduct other similar activities that are 

outside the agencyôs control.  Specifically, OPM announced that agencies should report on a time-to-hire from both 

the time the hiring manager validates the need until the candidate accepts the tentative offer and the time the hiring 

manager validates the need until the entrance on duty date.  This change in how time-to-hire is calculated did not 

impact the scope of work for this evaluation. 
4 These were the most recent data available at the time of fieldwork. 
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opportunity announcement for each hiring action, reviewing applications, issuing the certificate 

of eligible candidates, making the tentative job offer, and making the official job offer.5 

 

OCHCO is led by the Chief Human Capital Officer and is responsible for developing and 

implementing policies and procedures associated with human capital management for HUD, 

advising the HUD Secretary and senior management on all human resources matters, and setting 

the workforce development strategy for HUD.  OCHCO is also responsible for calculating 

HUDôs final time-to-hire and hiring metrics6 and reporting them annually to OPM.  Within 

OCHCO, the Recruitment and Staffing Division and Personnel Security Division play significant 

roles in the hiring process.  The Recruitment and Staffing Division advises and provides hiring 

strategies and resources to HUDôs program offices and is comprised of human resources 

business advisors and human resources business partners.  The Personnel Security Division 

conducts the security process portion of hiring for HUD.  While OCHCO and BFS consult 

regularly on hiring actions, HUD has final authority on hiring decisions. 

 

The Office of the Chief Financial Officer is responsible for reviewing and approving hiring 

requests to determine whether the program office can afford to hire based on its staffing levels 

and budget.  It also does biweekly payroll projections to determine what hiring has occurred, 

what hires are planned, and the program officesô funding statuses through yearend. 

 

Employees in HUDôs program offices that have a role in the hiring process are the hiring 

managers, the AOs or administrative staff, the internal human resources staff, and the internal 

budget staff.7 

 

¶ The hiring manager is solely responsible for validating a need to hire, requesting a 

personnel action to initiate the hiring process, reviewing applicants, conducting 

interviews, and making a selection.  It is the responsibility of both the manager and BFS 

to collaborate and review the position description, confirm the job analysis, receive 

applications, conduct preemployment and security checks, and finalize entrance on duty 

dates.8,9 

¶ While the AO role in the hiring process is not uniform, the AOs are key players in the 

hiring process and considered the hiring point of contact in the program office.  The AO 

often serves as an intermediary between BFS and the hiring manager and OCHCO and 

 
5 A certificate of eligible candidates is a listing that contains the highest ranked eligibles, after application of 

veteransô preference, and a result of public notice, recruitment, and screening and assessment efforts.  The list is 

prepared and issued by BFS and is the list from which the hiring manager will select a candidate. 
6 Throughout this report, metric is used when referring to actual performance numbers that OCHCO calculates, such 

as the average time-to-hire. 
7 Unlike human resources specialists in OCHCO, HUD program officesô internal human resources staff is not part of 

job series 201 ï Human Resources Management. 
8 A position description is a statement of the major duties, responsibilities, and supervisory relationships of a 

position.  In its simplest form, a position description indicates the work to be performed by the position.  The 

purpose of a position description is to document the major duties and responsibilities of a position, not to spell out in 

detail every possible activity during the workday. 
9 A job analysis identifies the competencies and knowledge, skills, and abilities directly related to performance on 

the job.  It is a systematic procedure for gathering, documenting, and analyzing information about the content, 

context, and requirements of the job.  It demonstrates that there is a clear relationship between the tasks performed 

on the job and the competencies and knowledge, skills, and abilities required to perform the tasks. 
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the hiring manager.  Often, the AO puts the hiring package together on behalf of the 

hiring manager. 

¶ Some HUD program offices have their own internal human resources staff.  However, 

these employees are not human resources specialists, and all HUD hiring must go through 

BFS and OCHCO. 

¶ The program office has internal budget staff responsible for ensuring that the office does 

not exceed its budget allotment.  Some program offices require their budget offices to 

review hiring requests.  Others require a second budget approval10 from an internal 

budget officer before an official job offer is made to ensure that funding is still available. 

 

Distinction Between Step Zero and the Hiring Process 

 

A critical part of the success of the hiring process begins before a hiring manger starts the 

recruiting process, commonly referred to as ñstep zero.ò11  Step zero includes the time during 

which the hiring manager, OCHCO, and BFS work together to create the position description 

and the job analysis, as well as the time it takes BFS to classify the position.  The classified 

position description and job analysis, as part of a hiring package, must be submitted by a 

program office to OCHCO to start the hiring process.  Therefore, the time it takes to write and 

classify a position description and write a job analysis is not included in the calculated average 

time-to-hire.  One BFS official estimated that the position description and job analysis could 

each take between 30 and 60 days. 

 

According to BFSôs Hiring Process Job Aid, HUDôs hiring process has 13 steps.  These are 

described in brief below and shown in detail in a process map in appendix A. 

 

1. Validate need ï The HUD program office hiring manager determines that a vacancy 

needs to be filled and obtains internal program office approval as needed. 

2. Request personnel action ï The program office then puts together a hiring package and 

prepares an official hiring request in the human resources system so OCHCO and BFS 

can review and approve it. 

3. Review position description ï BFS must review and validate the position description. 

4. Confirm job analysis ï BFS must review and approve the job analysis. 

5. Post job opportunity announcement ï BFS creates and posts the job announcement on 

USAjobs.gov. 

6. Receive applications ï BFS receives applications. 

7. Minimum qualification review ï Once applications are received, BFS does a minimum 

qualification review, which is the rating and ranking of candidates. 

8. Issue certificate and notify applicants ï BFS prepares a certificate of eligible candidates 

and submits it to the HUD program office hiring manager.  BFS also notifies applicants 

of the status of their applications. 

 
10 The Office of the Chief Financial Officer conducts the initial budget approval process before the recruitment 

process can begin.   
11 A hiring manager does not need to be actively looking to fill a vacancy to engage in step zero of the hiring 

process. 
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9. Interview and select ï The hiring manager uses the certificate to determine which 

candidates to interview to select a candidate to hire.  The hiring manager informs BFS of 

the decision. 

10. Tentative job offer ï BFS makes the tentative job offer to the selected candidate(s). 

11. Preemployment and security checks ï OCHCOôs Personnel Security Division does the 

preemployment and security checks on the candidate and alerts BFS of its security 

process approval. 

12. Official job offer ï BFS makes the official job offer to the selected candidate(s). 

13. Entrance on duty12 ï The candidate then accepts the official job offer and agrees to a start 

date. 

 

HUDôs Commitment To Improve I ts Hiring Process 

 

HUD has committed to improve its hiring process and reduce its average time-to-hire.  In the FY 

2018-2022 Strategic Plan, strategic objective 11 is to ñ[o]rganize and deliver services more 

effectively.ò  As part of this objective, HUD committed to improving the hiring process by 

identifying bottlenecks and needed resources to reduce the average time-to-hire.  One of the 

strategies HUD proposed to help achieve this objective was to ñ[i] mprove the hiring and human 

capital functions, to reduce average time-to-hire and improve the quality of hires, to ensure HUD 

attracts, trains, and retains an efficient workforce with an accountability structure that 

accomplishes [HUDôs] mission.ò  To measure progress toward its objective, HUD used 

performance indicators, including tracking its average time-to-hire.   

 

OCHCO has led many of HUDôs efforts to improve hiring and human capital functions.  

OCHCO restated HUDôs commitment to improving the hiring process and reducing its time-to-

hire in both its FY 2018-2019 and FY 2020-2021 Human Capital Operating Plans (HCOP).  In 

the FY 2018-2019 HCOP, OCHCO identified five actions that it would take.   

 

1. Reduce the average time-to-hire. 

2. Increase the quality of hires as measured by the hiring official. 

3. Increase the sources of hires through external hiring. 

4. Increase the use of data analytics to demonstrate historical hiring trends and develop 

strategies to improve time-to-hire and support sound position management and 

organizational design.  

5. Strengthen strategic partnership between OCHCO and the HUD workforce. 

 

In FY 2019, OCHCOôs efforts to increase hiring resulted in an increase in employees for the first 

time since 2011.  HUD hired more external new employees than the total number of employees 

who separated from HUD in FY 2019.  HUD also hired significantly more employees in FY 

2019 than it had in FY 2017 or FY 2018, as shown in figure 2. 

 

 
12 Entrance on duty is the process by which a person completes the necessary paperwork and is sworn in as an 

employee.  The entrance on duty date is typically the new employeeôs first day. 
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FIGURE 2 ï FY 2017-2019 number of HUD hires 

 
 

Source:  HUD time-to-hire reports provided by BFS 

 

Scope and Methodology 
 

We completed this evaluation under the authority of the Inspector General Act of 1978, as 

amended, and in accordance with the Quality Standards for Inspection and Evaluation issued by 

the Council of the Inspectors General on Integrity and Efficiency (January 2012). 

 

Scope 

 

We performed fieldwork for this evaluation between February and November 2020.  Our 

evaluation focused on HUDôs hiring process, which begins with validating the need to hire and 

ends with the entrance on duty date of the new employee.  In our analysis of hiring data, we used 

3 years of the most recently available data at the time of our fieldwork:  FY 2017 through FY 

2019. 

 

Methodology 

 

To address our objectives, we reviewed relevant HUD policies, publications, and other 

documentation.  We reviewed hiring data, metrics, and milestones, including average time-to-

hire, from FY 2017 through FY 2019, as provided by HUD and HUDôs shared service provider, 

BFS.  Most of our analysis focused on the 13 steps of the hiring process.  However, we included 

step zero in our analysis when it related to the actions OCHCO committed to as part of its efforts 

to reduce average time-to-hire. 

 

We conducted 46 interviews with officials from HUD, BFS, the U.S. General Services 

Administration (GSA), and the U.S. Small Business Administration (SBA).  The staff members 

we selected for interview from each agency were the ones considered subject-matter experts well 

positioned to speak about the hiring process.  We also conducted a survey of all HUD hiring 

managers, referred to in this report as the hiring manager survey, to gather program office 

perspectives on the hiring process.  Finally, we contacted OPM to obtain input on OPMôs 

expectations of Federal agencies regarding the hiring process. 
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See appendix B for detailed methodology on our analysis of the average time-to-hire by hiring 

process step, appendix C for detailed methodology on how we chose GSA and SBA as agencies 

comparable to HUD, and appendix D for detailed methodology on our hiring manager survey 

and the results. 

 

Limitations  

 

Hiring manager survey results were self-reported by HUD hiring managers, and we did not 

validate the results for accuracy.  Because survey responses were voluntary, there is a potential 

for voluntary response bias.  Therefore, the resulting responses could tend to overrepresent those 

individuals who have strong opinions.  As described in appendix D, 227 of 377 possible hiring 

manager survey recipients responded, resulting in a 60.2 percent response rate.  We did not use 

survey results to make any projections or assumptions about the universe of hiring managers. 

 

We were unable to replicate and validate all hiring metrics.  We describe these data limitations in 

greater detail in the Findings section of this report.   

 

Information that GSA and SBA provided to us was used only to gain insight into Federal 

agencies that have attributes similar to those of HUD.  We did not attempt to independently 

validate any information provided to us by GSA or SBA, nor are we evaluating or making 

conclusions on GSAôs or SBAôs processes. 
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Findings 
 

HUD Did Not Hire New Employees in a Timely Manner 
 

According to our calculations, the HUD FY 2019 average time-to-hire was 141 days, while 

HUDôs reported goal was 108 days.13  There are three primary reasons why HUD was unable to 

hire staff in a timely manner.  Foremost, OCHCO did not implement process improvements to 

reduce the length of four hiring process steps that took longer than they should have; namely, 

review position description, confirm job analysis, interview and select, and preemployment and 

security checks.  Secondly, HUD employees reported inconsistent training on the hiring process 

and unclear hiring roles and responsibilities.  Finally, OCHCO and BFS both experienced high 

turnover. 

 

During fieldwork, we attempted to validate different metrics that HUD reported, but we were 

unable to replicate the data.  Therefore, throughout the report, we present the metrics that we 

calculated, unless otherwise noted.  For more information on the average time-to-hire, see the 

section OCHCO Could Not Provide a Replicable Methodology of Average Time-To-Hire. 

 

HUDôs Average Time-To-Hire  Did Not Meet I ts Goal 

 

In FY 2019, HUD exceeded OPMôs average time-to-hire goal by 61 days and HUDôs average 

time-to-hire goal by 33 days.  We calculated HUDôs FY 2019 average time-to-hire as 141 days, 

while OPMôs goal was 80 days and HUDôs goal was 108 days14 (figure 3).  Further, only 29.3 

percent of hires made it through the hiring process within 108 days, and 11.6 percent of hires 

made it through within OPMôs 80-day model. 

 

FIGURE 3 ï HUD's FY 2019 average time-to-hire compared to goals 

 
 

We calculated HUDôs actual average time-to-hire for FY 2019 using data provided by BFS 

because OCHCO was unable to provide a replicable methodology on how it calculated time-to-

hire.  OCHCO also reported different average time-to-hire calculations for FY 2019 in various 

documents and publications, complicating our attempts to replicate OCHCOôs time-to-hire 

methodology.   

 
13 The 141-day average time-to-hire calculation for FY 2019 includes the 35-day lapse in appropriations that 

occurred from December 22, 2018, to January 25, 2019.  OPMôs FY 2019 time-to-hire guidance indicated that 

agencies should not back out the calendar days that were impacted by the furlough because OPM wanted an accurate 

understanding of the impact the furlough had on agenciesô hiring processes.  We followed OPMôs guidance. 
14 HUDôs FY 2021 Annual Performance Plan reports HUDôs FY 2019 time-to-hire goal as 108 calendar days. 
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Hiring Manager Survey Respondents Reported Negative Impacts Due to HUDôs Inability To 

Hire in a Timely Manner 

 

When we asked hiring managers about satisfaction with the timeliness of the hiring process, 57.8 

percent of survey respondentsðor 119 hiring managersðreported that they were somewhat or 

very dissatisfied with the timeliness of the hiring process.  Of those respondents, 79.2 percentð

or 95 hiring managersðindicated that their program office was negatively impacted by HUDôs 

inability to hire in a timely manner.  When we asked the hiring managers to identify how their 

program office was impacted by HUDôs inability to hire in a timely manner, 89.4 percent of 

survey respondentsðor 84 hiring managersðreported ñincreased workload for employees,ò and 

79.8 percent of survey respondentsðor 75 hiring managersðreported ñlower morale.ò 

 

Hiring managers provided comments expanding on the impact that not being able to hire in a 

timely manner has had on workload, morale, productivity, and stakeholder relationships.  The 

following are a few examples of the comments we received from hiring managers: 

 

¶ The staffing shortage caused me to reallocate workload causing undue stress to not only 

myself but to other staff members. 

¶ The longer it takes to bring someone onboard, the longer current employees are doing 

ñdouble dutyò to ñpick up the slackò of the vacant positions. 

¶ It is a full-time job to hire someone, especially with all the back and forth.  [I have] had 

to work extra to actually get day-to-day work done.  There are things that have fallen ñoff 

the plate.ò 

¶ Not being able to fill the director position in a timely manner impacted HUDôs mission ...  

There were issues maintaining the relationships with the public housing authority because 

the directorôs role was vacant.  Once the director left, there was no one to give them 

attention and many things did not get handled as soon as possible. 

¶ Not only was morale affected, the limited number of staff were not able to perform all of 

the essential functions of their position within the allotted time. 

 

Many hiring managers stated that selected candidates declined 

job offers because the hiring process took too long.  Several 

hiring managers noted that they had to consider second- or third- 

choice candidates because their first choice had already accepted 

another offer.  In FY 2019, we calculated that 24.5 percent of 

selected candidates declined HUDôs tentative job offer. 

 

Process Improvement Opportunities Exist To Reduce the Length of Hiring Process Steps 

 

OCHCO could implement process improvements to reduce the length of hiring process steps that 

take longer than OPMôs goals.  Specifically, four steps have consistently taken longer than 

OPMôs goals and BFSôs Hiring Process Job Aid goals.  They are review position description, 

confirm job analysis, interview and select, and preemployment and security checks.  Figure 4 

In FY 2019, 24.5 percent 
of selected candidates 
declined the tentative job 
offer from HUD. 
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shows the average length of each of the 13 process steps we calculated for FY 2017 through FY 

2019, compared to the goal in OPMôs 80-day hiring model.15 

 

 

 
15 Due to rounding, data represented in figure 4 may not equal reported average time-to-hire. 
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FIGURE 4 ï FY 2017-2019 HUD OIG-calculated average length of each hiring process step compared to goal 
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Review Position Description and Confirm Job Analysis Steps Were Untimely 

 

The first and second untimely steps in the hiring process were review position description and 

confirm job analysis.  In FY 2019, we calculated that HUD spent an average of approximately 6 

days reviewing position descriptions and approximately 12 days confirming the job analysis.16  

According to OPMôs goal and the BFS Hiring Process Job Aid that HUD uses, these two steps 

should take 6 days total.  This means that hiring managers and BFS spent about three times 

longer than they should have on these two steps, as shown in figure 4. 

 

The creation of the position description and job analysis are part of what is commonly referred to 

as step zero.  Major edits to the position description and job analysis should be made during step 

zero and not during the review position description and confirm job analysis hiring process steps 

so as to not impact the average time-to-hire.  If a position description or job analysis is heavily 

edited during the hiring process instead of during step zero, it increases the length of the hiring 

process and the average time-to-hire. 

 

To reduce the average time hiring managers and BFS spend reviewing position descriptions and 

job analyses, OCHCO reported in its FY 2018-2019 HCOP that it would establish a SharePoint 

library for program offices, which would contain approved position descriptions and job 

analyses, by the end of FY 2018.  When this project was not completed, OCHCO committed, in 

the FY 2020-2021 HCOP, to standardizing position descriptions and job analyses for half of 

HUDôs mission-critical occupations, high-risk occupations, and positions with high-volume 

staffing needs by the end of FY 2020 and the other half by March 30, 2021.  The standardization 

process would require program office hiring managers and subject-matter experts to provide 

input and approve the position descriptions and job analyses, which should reduce the need for 

changes during the hiring process.  While several HUD hiring managers highlighted the need for 

standardization, as of November 2020, OCHCO had not created a SharePoint library site for 

standardized position descriptions and job analyses. 

 

In comparison to HUD, hiring officials from GSA prioritized standardizing recruitment 

documents.  GSA officialsðwhose average time-to-hire as of May 2020 was 78 daysðagreed 

that standardizing their recruitment documents, while time consuming for hiring managers and 

hiring officials to work together to create, was critical to reducing time-to-hire.  GSA felt that 

without standardized documents, agencies ñ[would] never meet the timeframesò due to all of the 

back and forth between hiring managers and human resources officials.  If HUD standardized 

position descriptions and job analyses for mission-critical occupations, high-risk occupations, 

and positions with high-volume staffing needs, HUDôs average time to review position 

descriptions and confirm job analysis could decrease.  This measure would lead to a more 

efficient hiring process, similar to that of GSA. 

 

Recommendation 

Recommendation 1:  To improve the efficiency of the review position description and confirm 

job analysis steps, we recommend that the Chief Human Capital Officer standardize position 

 
16 In FY 2019, HUD ceased operations for 35 days because of a lapse in appropriations.  When calculating this 

average, we counted all of these days.  Unless noted otherwise, this footnote applies to all OIG-calculated averages 

presented in this report.   
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descriptions and job analyses for mission-critical occupations, high-risk occupations, and 

positions with high-volume staffing needs. 

 

Interview and Select Step Was Untimely 

 

Interview and select was the third untimely step in the hiring process.  The interview and select 

step was consistently the most time-consuming step of the hiring process, as shown in figure 4.  

In FY 2019, we calculated that HUD spent an average of approximately 28 days interviewing 

and selecting a candidate.  According to OPMôs goal and the BFS Hiring Process Job Aid that 

HUD uses, the interview and select step should be completed within 15 days.  Three of the 

eleven interviewed hiring managers and five interviewed OCHCO officials said the interview 

and selection process was the most time-consuming step of the hiring process. 

 

The length of the interview and select step varies if there is a large certificate of eligible 

candidates or if the hiring manager wants to do two or three rounds of interviews.  It also varies 

based on the hiring managerôs schedule and ability to prioritize interviews and the candidatesô 

availability to attend interviews. 

 

The interview and select step is critical to the success of the hiring process because it allows 

hiring managers to assess the fit of the candidate.  So, while the process should not be rushed, it 

would be valuable for OCHCO to determine whether there are additional opportunities to 

decrease the time of the selection process.  For example, OCHCO could share tips with the hiring 

manager, like blocking off time for interviews about 3 weeks after the job announcement closes 

or choosing the interviewer(s) before receiving the certificate. 

 

Recommendation 

Recommendation 2:  To address the timeliness of the interview and select step, we recommend 

that the Chief Human Capital Officer develop and share best practices with HUDôs program 

offices on how hiring managers can execute hiring process responsibilities to meet timeliness 

goals. 
 

Preemployment and Security Checks Step Was Untimely 

 

The fourth untimely step in the hiring process was the preemployment and security checks step.  

In FY 2019, we calculated that the preemployment and security check step and the official job 

offer step took an average of approximately 20 days.17  According to OPMôs goal and the BFS 

Hiring Process Job Aid that HUD uses, it should take 12 days, as shown in figure 4.  The average 

duration of the preemployment and security checks step of the hiring process varied 

dramatically.  We calculated a difference of more than 10 days between FY 2017 and FY 2018.  

In FY 2018, we calculated that the average time to complete the preemployment and security 

checks step and the official job offer step was approximately 11 days, below the OPM goal of 12 

days. 

 

 
17 We were unable to calculate the individual average time for the preemployment and security checks step based on 

available data.  Therefore, our calculation combined the preemployment and security checks step with the official 

job offer step.  See appendix B for more details. 
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OCHCOôs Personnel Security Division is responsible for the security portion of the hiring 

process for HUD.  The preemployment and security checks step requires the Personnel Security 

Division to review paperwork submitted by the candidate, review any security issues, do further 

investigation like background checks and fingerprinting, and approve the candidate for 

employment.  Three interviewed hiring managers, multiple hiring manager survey respondents, 

and five interviewed OCHCO officials said security was the most time-consuming step of the 

hiring process. 

 

The preemployment and security checks step is one of the hiring process steps that varies greatly 

in length based on certain variables that may be delayed.  For example, the Personnel Security 

Division must communicate with the applicant, and the applicant must complete certain tasks, 

such as paperwork and fingerprinting.  If an applicant has been through the security process 

before, the Personnel Security Division may be able to streamline the process by using prior 

investigation documents on file. 

 

While external factors impact the security process, some parts of the process are within HUDôs 

control.  Based on the FY 2018 performance, HUD is capable of performing the preemployment 

and security checks step quickly.18 

 

Recommendation 

Recommendation 3:  To address the timeliness of the preemployment and security checks step, 

we recommend that the Chief Human Capital Officer determine the cause for the variations in 

the timeliness of the preemployment and security checks step in FY 2017, 2018, and 2019 and 

develop appropriate process improvements. 

 

 
18 While we acknowledge that the lapse in appropriations in FY 2019 prolonged the average duration of the security 

process, the variation between the FY 2018 and FY 2019 performance of the security process did not appear to be 

solely due to the lapse.  When we calculated the average length of the security process, after we removed the hiring 

actions that had a tentative offer accepted before the lapse and an official offer made after the lapse, the average 

length of the security process was approximately 19 days.  This is still longer than the FY 2018 average, indicating 

that another variable could be impacting the process time. 
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Case Studyï Office of Field Policy and Management 

 

HUDôs Office of Field Policy and Management was the only program office that was able to 

reduce its average time-to-hire from FY 2018 to FY 2019.  Despite the increase in hiring in FY 

2019, the Office of Field Policy and Managementôs reliance on hiring new employees using a 

variety of special hiring authorities helped it to decrease its average time-to-hire and meet its 

hiring goals.  According to OPM, special hiring authorities may be used by agencies to appoint 

specific groups of individuals who meet the respective eligibility requirements, such as 

veterans or persons with disabilities, without competition.  Special hiring authorities also allow 

hiring managers to circumvent certain hiring steps while fast-tracking others.  Officials 

described how this measure helped the Office of Field Policy and Management get back to its 

targeted headcount and continue to be successful in accomplishing its mission.  In FY 2019, 

we calculated that the Office of Field Policy and Management used traditional hiring 

authorities, as opposed to special hiring authorities, only 44.4 percent of the time, while we 

calculated HUDôs overall average for using traditional hiring to be 80.3 percent.  Several 

OCHCO officials pointed to the use of special hiring authorities as a successful method for 

recruiting hires.  We calculated that from FY 2018 to FY 2019, the percentage of hiring that 

used a special authority increased from 4.2 percent to 19.7 percent. 
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OCHCO Did Not Provide Consistent Training to Hiring Process Owners or Consistently 

Define Roles and Responsibilities 

 

The second reason why HUD has not been able to hire staff in a timely manner is that many 

process owners, including hiring managers and administrative staff, reported receiving little or 

no training and guidance on the hiring process, including on roles or responsibilities and how 

long the hiring process should take.   

 

Training Was Inconsistent 

 

While GSA and SBA, the comparable Federal agencies we reviewed, offered regular training on 

the hiring process, OCHCO did not consistently offer training on hiring to hiring managers and 

AOs.  According to the U.S. Government Accountability Officeôs Standards for Internal Control 

in the Federal Government, operational success is only possible when personnel are provided the 

right training and tools. 

 

Multiple OCHCO officials informed us that they were unaware of any training on the hiring 

process for HUD hiring managers and AOs.  Officials expressed that training would be useful 

and valuable to everyone in the program offices, including hiring managers, and that there 

needed to be training and resources in writing that people could reference.  Two OCHCO 

officials also commented that this knowledge would help hiring managers know what the hiring 

process is and have realistic expectations.  Some OCHCO officials recalled prior trainings but 

did not mention any regular trainings available at the time of their interviews.  The prior training 

described was either hosted by BFS or was in the form of informal monthly or quarterly 

meetings between OCHCO and the program office AOs. 

 

While five of the eleven hiring managers we interviewed 

stated that they received some sort of limited training or 

guidance related to hiring, five other hiring managers 

indicated that they had not received or could not 

remember receiving any formal training on their roles or 

responsibilities in the hiring process.19  In addition, 42.1 

percent of survey respondentsðor 85 hiring managersðsaid that they had not received any 

training or guidance on HUDôs hiring process. 

 

Similar to experiences that hiring managers shared, none of the AOs interviewed reported that 

they had received formal training20 from OCHCO on their role in the hiring process.  This lack of 

training is concerning because the AOs are an important process owner in the hiring process.  

AOs are often the main points of contact in the program offices, compiling and submitting hiring 

package documents on behalf of the hiring manager and serving as an intermediary between 

OCHCO and the hiring manager. 

 

 
19 The eleventh hiring manager did not mention training during the interview. 
20 OCHCO officials stated that there were regularly occurring meetings with AOs to communicate changes to hiring 

procedures.  While these meetings may have communicated information related to hiring, it does not appear that the 

AOs interviewed considered these meetings to be formal training. 

Eighty-five hiring managers 
stated they had not received 
any training or guidance on 
HUDôs hiring process. 
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Our survey showed that hiring managers were interested in having training on the hiring process.  

When asked about training, 45.4 percent of survey respondentsðor 89 hiring managersð

reported that they would appreciate a general overview training on the hiring process, and 49.0 

percent of survey respondentsðor 96 hiring managersðindicated that they would like training 

on how to hire someone using a special hiring authority. 

Roles and Responsibilities Were Inconsistent 

 

As of November 2020, OCHCO had not standardized and documented the roles and 

responsibilities for those involved in the hiring process.  This lack of standardization and 

documentation occurred despite OCHCOôs commitment to define roles and responsibilities 

among BFS, OCHCO human resources business partners, and program office hiring managers 

and AO staff by June 30, 2020. 

 

OCHCOôs definitions for the terms hiring manager, hiring official, and selecting official lacked 

clarity and distinction.  To validate OCHCO-defined roles and responsibilities, we reviewed 20 

OCHCO documents, including hiring guides, policies, internal documents, and standard 

operating procedures.  Documentation we reviewed used the terms hiring manager, hiring 

official, and selecting official inconsistently.  Further, only 2 of the 20 documents we reviewed 

included definitions of the terms.  Both the 2013 Delegated Examining Policy and 2004 Merit 

Staffing Policy defined selecting official, although differently.  When we asked OCHCO for the 

definitions of each term, OCHCO officials were not able to find a definitive source for the 

definitions, even from OPM.  Instead, OCHCO officials drafted their own definitions and sent 

them to us in an email.  OCHCOôs definition for selecting official further differed from the two 

previous attempts to define the term. 

 

Roles and responsibilities are also not fully documented in BFS reference guides for HUD hiring 

managers, such as the Hiring Process Job Aid and Job Analysis Job Aid.21  Both documents 

included only the roles of the hiring manager and BFS and excluded all other process owners that 

may have a role in HUDôs hiring process, such as AOs and OCHCOôs human resources business 

partners. 

 

Another example of roles and responsibilities not being fully documented or up to date is the 

Schedule A Hiring Process Standard Operating Procedure, issued March 2017.22  This document 

did not specifically mention BFS, OCHCOôs human resources business advisors and partners, or 

AOs, all of whom can be involved in Schedule A hiring. 

 

Hiring Manager Survey Respondents Lacked Knowledge and Understanding of Their Role 

 

Without periodic trainings or clearly documented hiring process roles and responsibilities, hiring 

manager survey respondents reported that they lacked knowledge and understanding of their role 

in the hiring process.  Many survey respondents did not correctly indicate which tasks were their 

responsibility.  For example, 16.6 percent of survey respondentsðor 33 hiring managersð

 
21 Hiring Process Job Aid and Job Analysis Job Aid 
22 Schedule A hiring is a way to hire qualified individuals with disabilities, without requiring them to compete for 

the job. 

https://arc.fiscal.treasury.gov/files/pdf/Hiring-ARC.pdf
https://arc.fiscal.treasury.gov/files/pdf/JAA-ARC.pdf
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correctly identified that requesting the personnel action was their responsibility, as shown in 

figure 5. 

 

FIGURE 5 ï Percentage of hiring manager survey respondents who correctly 
identified each of their responsibilities 

 
 

Many hiring manager survey respondents commented on how the hiring process was confusing.  

The following are a few examples of comments on what they perceived to be the confusing 

hiring process: 

 

¶ My role in the process is forever changing and the coordination with BFS and OCHCO is 

confusing. 

¶ The lines of responsibility between BFS, OCHCO and my program officeôs 
administrative staff is unclear. 

¶ No coordination whatsoever between [BFS, OCHCO, and OPM]. 

 

According to the then Chief Human Capital Officer, OCHCO had hired a consulting firm to 

develop a hiring managerôs guide that would provide real-time help during the hiring process. 

 

Recommendations 

Recommendation 4:  To address the inconsistent roles and responsibilities and the lack of hiring 

managersô knowledge and understanding of their role, we recommend that the Chief Human 

Capital Officer develop and document comprehensive reference documents on the hiring 

processes, procedures, roles, and responsibilities. 

 

Recommendation 5:  To address the limited and inconsistent training, we recommend that the 

Chief Human Capital Officer develop and implement regular training for process owners on the 

hiring process. 

 

High Turnover in OCHCO and BFS Resulted in Knowledge Loss and Slowed the Hiring 

Process 

 

The third reason why HUD has not been able to hire staff in a timely manner is because OCHCO 

and BFS have experienced high turnover, impacting HUDôs ability to retain and manage its 

49.8%

16.6%

47.7%

36.7%

51.3%

49.8%

46.2%

Validate hiring need

Request personnel action

Review position description with BFS

Participate in strategic hiring conversation

Approve edits to position description

Review job analysis with BFS

Approve job announcement

Hiring manager responsibilities



Report number:  2020-OE-0002 

21 
 

knowledge base on hiring.  According to OPM officials, resource shortages and turnover of 

human resources staff is a common governmentwide barrier to effectively and quickly hiring 

talent.  HUD is not an exception.  OCHCO has almost an entirely new leadership team.  The 

Acting Chief Human Capital Officer took over the position in January 2021, and several other 

members of the leadership team began at OCHCO in February 2020 or later.  The previous Chief 

Human Capital Officer held the position for 18 months.  BFS has similarly experienced high 

turnover.  

 

OCHCO turnover resulted in a loss of knowledge of previous efforts taken to reduce the average 

time-to-hire before FY 2019.  For example, HUD worked on a hiring process improvement 

project with Toyota Production System Support Center, Inc., from approximately 2015 to 2016.  

During that time, Toyota Production System Support Center, Inc., trained OCHCO leadership on 

its process improvement methodology.  OCHCO leadership, with Toyotaôs coaching and 

guidance, used that methodology to improve HUDôs hiring process and reduce time-to-hire.   

 

However, due to OCHCO leadership turnover, OCHCO could provide only one PowerPoint 

presentation from January 2016 as evidence of its collaboration.23  Further, all OCHCO staff 

members involved in the project have since departed.  OCHCO lost its knowledge of Toyotaôs 

process improvement methodology, as well as awareness of changes made as a result of this 

process, the rationale behind those improvements, and plans made to further reduce time-to-hire. 

 

Additionally, BFS turnover led to program offices often working with BFS human resources 

specialists unfamiliar with the program officesô specific hiring needs.  This condition resulted in 

program officesô having to introduce and familiarize new BFS staff members with their program 

missions and hiring needs so the BFS human resources specialists would be able to identify 

applicants with the appropriate skills and qualifications.  Given that a recruit action is not 

assigned to a BFS human resources specialist until after the hiring process has begun, any 

program office attempt to familiarize new BFS specialists with programmatic needs would occur 

during the hiring process.  This procedure essentially created another step in the process, further 

delaying time-to-hire.   

 

Of the 65 hiring manager survey respondents who indicated that they were dissatisfied with their 

interactions with BFS, 81.5 percentðor 53 hiring managersðindicated that they were 

dissatisfied due to BFSôs lack of understanding of their program office.  Additionally, of the 65 

hiring manager survey respondents who indicated that they were dissatisfied with their 

interactions with BFS, 41.5 percentðor 27 hiring managersðindicated that they were 

dissatisfied due to the number of different BFS human resources specialists with whom they had 

to work.   

 

 
23 In our request to OCHCO for evidence of its collaboration with the Toyota Production System Support Center, 

Inc., we clarified that we would accept a broad range of documentation, including meeting minutes, meeting notes, 

emails, standard operating procedures, and evidence of implemented improvements.  Given that during our 

document review, we found references to a second phase that began in FY 2017, a time-to-hire goal not mentioned 

in the PowerPoint presentation provided, and an April 2016 brainstorming session between Toyota and OCHCO, we 

concluded that other documentation should have existed.  
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Recommendation 

Recommendation 6:  To address knowledge loss, which leads to the frequent need to explain or 

reexplain HUDôs program missions, we recommend that the Chief Human Capital Officer create 

and implement a knowledge management strategy, such as developing standard operating 

procedures, reference sheets, and program office fact sheets. 

 

OCHCO Did Not Have Consistent or Reliable Hiring Metrics 
 

In the course of our analysis of HUDôs hiring data, we determined that the hiring data OCHCO 

used in its analytics were inconsistent, unreliable, and inefficient.  We could not replicate some 

of OCHCOôs reported metrics using the data provided, and OCHCOôs reported goals and metrics 

were inconsistent across data sources.   

 

Position Organizational Listing Was Reportedly Unreliable and Inefficient 

 

The position organization listing (POL), a spreadsheet on a SharePoint site that OCHCO uses to 

track hiring data, was reportedly time consuming, unreliable, and inefficient.  Data from the POL 

feed into some of the hiring reports in OCHCOôs human capital dashboard.  The dashboard is an 

automated tool OCHCO staff developed, which gives a snapshot of the current status of HUDôs 

human capital data.  Errors in the POL are carried forward to the dashboard.  The dashboard is 

what OCHCO uses for decision making across HUD.24 

 

Multiple OCHCO officials described the POLôs manual 

nature and how this makes it prone to erroneous or 

inaccurate information.  One of these OCHCO officials 

described updating the POL as a ñ100 percent manual 

processò with plenty of opportunity for mistakes.  The 

official also felt that the POL data may not be consistent with hiring data tracked elsewhere and 

said that there could be delays in the hiring process because of ñproblems with OCHCOôs data.ò   

 

Because of the manual nature of the POL, staff identified it as one of the most time-consuming 

parts of the hiring process and stated that it took an estimated 2 hours per day for each OCHCO 

human resources business partner to update.  Human resources business partners are General 

Schedule 13s and as such, make $92,143 annually, at a minimum.25  If a human resources 

business partner spent 2 hours each day of an 8-hour workday updating the POL, it would cost 

HUD approximately $23,036 annually to update the POL, per person.  Because OCHCO has six 

human resources business partners, we calculated that HUD spent, at a minimum, $138,216 each 

year to maintain the POL. 

 

Both comparable Federal agencies that we interviewed discussed the importance of information 

technology and automation.  GSA officials attributed part of their 78-day average time-to-hire to 

GSAôs use of automated technologies.  GSA used a database to track time-to-hire metrics.  The 

 
24 The dashboard is maintained by OCHCO.  While it may be accessible to select senior-level staff in HUDôs 

program offices to guide strategic decisions, hiring managers are not automatically granted access. 
25 The minimum General Schedule 13 salary with locality pay for the rest of the United States, effective January 

2021, was $92,143. 

The POL is a 100 percent 
manual process, which 
could result in errors.   
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database had several data validation processes to verify hiring data and catch errors.  While SBA 

did not have automation in place, it planned to switch from manual to automated technologies to 

help with its hiring process, including automating the link between human resources systems so 

the human resources specialist would not have to enter data manually. 

 

Many OCHCO officials acknowledged that there was an opportunity to improve the POL.  Two 

senior OCHCO officials reported in June 2020 that OCHCO was thinking about automating the 

POL so the data can flow from BFSôs systems into the POL. 

 

Recommendation 

Recommendation 7:  To increase the accuracy of HUDôs hiring data and improve the efficiency 

of HUDôs hiring process, we recommend that the Chief Human Capital Officer conduct a 

feasibility study for an automated POL. 

 

Goals and Metrics Were Not Consistent, and Metrics Were Not Replicable 

 

OCHCO had competing time-to-hire goals.  Although 

OCHCO is ultimately responsible for compiling HUDôs final 

time-to-hire and hiring metrics as well as reporting HUDôs 

hiring data to OPM as requested, OCHCO was not the only 

office tracking hiring data.  OCHCO, BFS, and certain HUD 

program offices tracked similar hiring data, each using its own 

tracking methodology.  Despite tracking the same hiring process, OCHCOôs and BFSôs data did 

not always align.26  While BFSôs system is primarily automated and has safeguards to prevent 

manual alteration, OCHCO and the program offices track hiring data manually, as discussed 

above in the Position Organizational Listing Was Unreliable and Inefficient section.  

Additionally, some of the reported hiring data were incorrect, lacked a clear methodology, and 

were not replicable. 

 

OCHCO Had Competing Time-To-Hire Goals 

 

OCHCO had multiple, inconsistent time-to-hire goals.  While the BFS Hiring Process Job Aid 

reflected OPMôs 80-calendar-day hiring goal, OCHCO chose to set different annual goals based 

on what its staff thought was achievable.  OPMôs guidance does allow agencies to modify hiring 

process timeframes; however, OCHCOôs goals were unclear and varied by source.  For example, 

the FY 2020 human capital dashboard time-to-hire goal was 98 calendar days.  Alternatively, 

HUDôs FY 2021 Annual Performance Plan indicated that HUDôs FY 2020 time-to-hire goal was 

93 calendar days.  Additionally, while the human capital dashboard provided time-to-hire goals 

for each of the hiring process steps, the annual performance plan provided only a total time-to-

hire goal. 

 

See figure 6 for a comparison of the goals in the BFS Hiring Process Job Aid and the FY 2020 

human capital dashboard, as well as the office responsible for completing each step within the 

maximum number of calendar days allotted for each activity.  While we saw only minor 

 
26 Because OCHCO is responsible for compiling HUDôs final time-to-hire and hiring metrics, we did not assess or 

review any data that the program offices track. 

Both OCHCO and BFS 
tracked hiring data, 
and those data did not 
always align.   
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differences in process step titles, there were significant changes in ownership and the maximum 

calendar days for each step.  For example, the BFS Hiring Process Job Aid showed that BFS was 

solely responsible for 23 of the 80 total calendar days.  However, the FY 2020 human capital 

dashboard showed that BFS was solely responsible for 37 of the 98 total calendar days. 
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FIGURE 6 ï Comparison of HUDôs 80-day and 98-day hiring process goals 

BFS Hiring Process Job Aid  FY 2020 OCHCO human capital dashboard 

Step Function Ownership 

Calendar 

days 

goals 

 Step Function Ownership 

Calendar 

days 

goal 

1 Validate need Hiring manager27 1  1 and 

2 

Validate need and 

request personnel action 

Program office and 

OCHCO 
5  

2 Request personnel action Hiring manager 1  

3 Review position description 
Hiring manager and 

BFS 
1  3 

Review position 

description 

Program office and 

BFS 
2 

4 Confirm job analysis  
Hiring manager and 

BFS 
5  4 Confirm job analysis 

Program office and 

BFS 
7 

5 Post job opportunity announcement BFS 2  5 
Post job opportunity 

announcement 
BFS 2 

6 Receive applications 
Hiring manager and 

BFS 
10  6 Receive applications BFS 14 

7 Minimum qualification review BFS 15  7 
Minimum qualification 

review 
BFS 15 

8 
Issue certificate and notify 

applicants 
BFS 1  8 

Issue certificate and 

notify applicants 
BFS 1 

9 Interview and select Hiring manager 15  9 Interview and select Program office 21 

10 Tentative job offer BFS 3  10 Tentative job offer BFS 3 

11 
Preemployment and security 

checks 

Hiring manager and 

BFS 
10  11 

Preemployment and 

security checks 

OCHCO and 

candidate 
12 

12 Official job offer BFS 2  12 Official job offer BFS 2 

13 Entrance on duty 
Hiring manager and 

BFS 
14  13 Entrance on duty 

Program office, 

BFS, and candidate 
14 

BFS total calendar days 

Hiring manager total calendar days 

Shared total calendar days 

Total calendar days 

23 

17 

40 

80 

 

BFS total calendar days 

Program office total calendar days 

Shared total calendar days 

Total calendar days 

37 

21 

40 

98 

 
27 The BFS Hiring Process Job Aid refers specifically to the hiring manager, while the human capital dashboard refers to the program office.  Because hiring 

managers work in the program offices, we are inferring that the ownership of hiring manager and program office are comparable. 
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Recommendation 

Recommendation 8:  To improve the consistency and completeness of HUDôs hiring process 

goals, we recommend that the Chief Human Capital Officer develop and implement time-to-hire 

goals that account for each hiring process step. 

 

OCHCO Could Not Provide a Replicable Methodology of Average Time-To-Hire 

 

OCHCO was unable to provide a replicable methodology on how it calculated average time-to-

hire.  OCHCO officials informed us that they used both the POL and BFS data but did not 

explain how they used the sources.  We attempted to replicate the average time-to-hire that 

OCHCO reported despite the lack of a clear methodology from OCHCO.  For time-to-hire, we 

used data provided by BFS.  As shown in figure 7, OCHCO reported different time-to-hire 

metrics in various documents and publications. 

 

FIGURE 7 ï FY 2017-2019 variations in reported average time-to-hire 

 FY 2017 FY 2018 FY 2019 

BFS time-to-hire reports 153 113 141 

HUDôs FY 2021 Annual Performance Plan 150 113 10228 

Memorandum from Secretary Carson to all HUD 

senior executives, dated Feb. 11, 2020 
163 113 102 

OCHCOôs FY 2020-2021 HCOP 150 112 100 

HUD OIG calculation of time-to-hire 153 113 141 

 

OCHCO Could Not Provide a Replicable Calculation of Job Analysis and Draft Announcement 

Timeframes 

 

In the FY 2018-2019 HCOP, as part of its commitment to reducing the average time-to-hire, 

OCHCO stated that it would reduce the job analysis timeframe.  However, OCHCO was unable 

to provide a replicable description of how it calculated the average time of the job analysis.  No 

one in BFS or OCHCO was able to explain the discrepancy in HUD OIGôs calculated numbers 

and OCHCOôs numbers.  Using data provided from BFS, we attempted to verify the average job 

analysis timeframes from FY 2017 through FY 2019 that OCHCO reported in the HCOP, as 

shown in figure 8. 

 

FIGURE 8 ï FY 2017-2019 HUD- and HUD OIG-calculated average length of job 
analysis in days 

FY HUD OIG calculations HUD calculations 
2017 47 days 74 days 

2018 31 days 23 days 

2019 44 days29 34 days 

 

 
28 The FY 2021 Annual Performance Plan did include the following footnote related to the FY 2019 calculation:  

ñFY [2019] time-to-hire data excludes the time lapse in appropriations and furloughéò 
29 We calculated the average length of job analysis to be 42 days when we excluded hiring actions directly impacted 

by the 35-day lapse in appropriations in FY 2019. 
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A job analysis identifies the competencies and knowledge, skills, and abilities directly related to 

performance on the job and is supposed to be created during step zero.  While this process does 

not impact the calculated average time-to-hire, it does impact how long a position is vacant 

because BFS and the hiring manager review and confirm the job analysis assessment as part of 

the time-to-hire metric.  A poorly written job analysis may have to be revised, which can 

increase the amount of time it takes to fill a position. 

 

Similarly, OCHCOôs FY 2018-2019 HCOP also committed to reducing the average time to draft 

the announcement as part of its efforts to reduce the average time-to-hire.  OCHCO was also 

unable to provide a replicable description of how it calculated the average time to draft the 

announcement.  Using data provided from BFS, we attempted to verify the average draft 

announcement timeframes from FY 2017 to FY 2019 reported in the HCOP.  As shown in figure 

9, we could not replicate HUDôs data, and our calculations showed more improvement in 

decreasing the length of time than HUDôs calculations. 

 

FIGURE 9 ï FY 2017-2019 HUD- and HUD OIG-calculated average length of time to 
draft the announcement in days 

FY HUD OIG calculations HUD calculations 
2017 17 days 31 days 

2018 16 days 26 days 

201930 19 days 27 days 

 

OCHCO did not transparently track the average time to draft the announcement in a centralized 

location so that it could monitor progress.  Further, the draft announcement process did not 

coincide with one of the 13 hiring process steps.  As a result, the only way to know the average 

time to draft the announcement would be to manually calculate it using BFS data.  This process 

made tracking progress difficult . 

 

OCHCO Excluded the FY 2019 Lapse in Appropriations From the Average Time-To-Hire 

 

In FY 2019, HUD ceased operations for 35 days as part of the Federal lapse in appropriations.  

OCHCO informed us that, for FY 2019, OCHCO subtracted the total number of days for the 

lapse from the average time-to-hire.  The reasoning was that the lapse affected all hiring, not just 

those hires that were in process at the time of the lapse.  This reasoning explained partðbut not 

allðof the major discrepancy between the 141-day average time-to-hire that BFS and OIG 

calculated for FY 2019 and the 102-day average time-to-hire that OCHCO reported in the FY 

2021 Annual Performance Plan for FY 2019.31 

 

OCHCOôs approach to account for the lapse was 

contrary to OPM guidance, which informed all chief 

human capital officers to not adjust their time-to hire 

because of the lapse.  OPM explained, ñ[w]e 

 
30 We calculated the average length of time to draft the announcement to be 17 days when we excluded hiring 

actions directly impacted by the 35-day lapse in appropriations in FY 2019. 
31 There was also a 3-day Federal lapse in appropriations in January 2018.  Given the minimal impact on the hiring 

process, we did not conduct further analysis on this FY 2018 lapse in appropriations. 

OCHCOôs approach to account 
for the lapse in appropriations 
was contrary to OPM guidance. 
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acknowledge that the furlough may have a significant impact on [time-to-hire], but we want to be 

sure to report an accurate account and be able to identify where the furlough had an impact on 

the hiring process.ò 

 

While we also acknowledge that the FY 2019 lapse had a significant impact on productivity, we 

calculated that only 25.0 percent of hiring actions for that year were directly delayed by the 

lapse.  Direct impact means that the hiring actions were initiated before the lapse and completed 

after it and, therefore, were stagnant during the 35-day lapse in appropriations.  When we 

excluded the 25.0 percent in hiring actions directly impacted from the lapse from the FY 2019 

average time-to-hire calculation, we calculated that the average time-to-hire for the remaining 

hiring actions was 124 days.  Therefore, OCHCOôs method of removing the 35 days from the 

average time-to-hire for all hiring actions in FY 2019, even hiring actions that started after the 

lapse concluded, produced misleading results. 

 

Recommendation 

Recommendation 9:  To improve the accuracy and consistency of HUDôs hiring data and 

metrics, we recommend that the Chief Human Capital Officer develop and document 

methodologies on how OCHCO calculates hiring metrics to ensure that its hiring metrics and 

hiring goals align across all of its data sources, including the POL, the human capital dashboard, 

and the HCOP. 

 

OCHCO Did Not Track the Quality of Candidates or the Number of 
Reposted Positions  
 

Despite many hiring managersô expressing dissatisfaction with the quality of candidates, 

OCHCO did not measure or track the quality of candidates.  OCHCO also did not track how 

often positions were reposted because OCHCO officials did not believe that reposting job 

announcements was a common occurrence. 

 

Many Hiring Manager s Expressed Dissatisfaction With the Quality of Candidates 

 

In its FY 2020-2021 HCOP, OCHCO included actions to improve HUDôs hiring and human 

capital functions.  One of those actions was to require that hiring managers complete the OPM 

Manager Satisfaction Survey after selecting a candidate to hire.  However, OCHCO only made 

the survey mandatory from July 2019 to November or December 2019, less than 6 months.  An 

OCHCO senior official did not provide an alternate measurable means of tracking quality but 

indicated that OCHCO planned to improve the customer experience and create measurable 

ongoing success in FY 2021. 

 

The quality of candidates who apply to HUD positions is an area of concern.  The survey showed 

that 47.8 percent of hiring manager survey respondentsðor 98 hiring managersðwere 

dissatisfied with the quality of eligible candidates that they received from BFS.  When we asked 

hiring managers why they were dissatisfied with the certificates they received from BFS, 74.5 

percent of respondents said it was because the applicants were not qualified, as shown in figure 
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10.32  Additionally, 42 respondents provided optional written commentary on how there were 

often unqualified candidates on the certificates.  A few examples include 

 

¶ Many of the applicants werenôt qualified at all for the advertised position. 

¶ I was surprised several of the candidates even made the [certificate of eligible candidates] 

list. 

¶ Some of the candidates who have been referred are clearly not qualified. 

 

FIGURE 10 ï Hiring manager survey question ï You responded that you were 
dissatisfied with the quality of the certificates of eligible candidates you received 
from BFS.  What issue did you have with the certificate of eligible candidates? 

 
 

Recommendation 

Recommendation 10:  To address candidate quality, we recommend that the Chief Human 

Capital Officer track the quality of candidates as measured by the hiring officials. 

 

Dissatisfaction With Candidate Quality Increased the Average Time-To-Hire  
 

Candidate quality impacts time-to-hire because, if hiring managers are unable to hire quality 

candidates, they will often choose to repost a job announcement rather than hire someone 

seemingly unqualified.  Between FY 2017 and FY 2019, 53.4 percent of survey respondentsðor 

109 hiring managersðindicated that they reposted a job announcement because they were 

unable to hire a candidate the first time.  Of those hiring managers, 76.4 percent cited that the 

reason for reposting was that the candidates lacked desired qualifications. 

 

Reposting means that OCHCO, BFS, and the hiring 

manager must restart the hiring process, further tying 

up resources and increasing the overall time-to-hire.  

Reposting results in extended vacancies and can more 

than double the average time-to-hire to fill an 

individual position according to the repostings we identified.  We identified 22 examples of 

recruit attempts that resulted in a nonselection and were therefore reposted, in which at least one 

 
32 Hiring manager survey respondents could select more than one answer. 

74.5%

46.9%

61.2%

26.5%

Applicants were

not qualified

Too few

applicants

Resumes were

not rated

appropriately

Other (please

specify)

Reposting a job announcement 
can more than double the time it 
takes to fill an individual position. 
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of the recruit attempts occurred in FY 2017, 2018, or 2019.  We then calculated the adjusted 

time-to-hire between the first recruit request and the date on which the selected candidates 

started at HUD.  Our calculated average time-to-hire for the 22 examples was 299 days.33  This 

duration is more than double HUDôs FY 2019 average time-to-hire of 141 days that we 

calculated and more than three times OPMôs 80-day time-to-hire model. 

 

OCHCO did not track how often positions were reposted due to a lack of qualified candidates.  

Understanding the number of successful recruit requests is significant because of the indirect 

impact unsuccessful recruit requests have on the average time-to-hire.  Human resources staff 

spends time on each recruit request regardless of the success of the recruit.   

 

Recommendation 

Recommendation 11:  To address the impact of candidate quality on time-to-hire, we recommend 

that the Chief Human Capital Officer track the number of recruit attempts that result in a 

selection, the number of recruit attempts that result in a successful hire, and the number of 

positions that are reposted due to unsuccessful first recruit attempts. 

 

  

 
33 We identified reposting examples to get a sense for how, if at all, reposting a job position impacted the average 

time-to-hire.  Our identification of examples did not result from a statistically valid sample, and the examples cannot 

be used to draw conclusions about all reposted job announcements.  Our approach to identify examples was not 

scientific or comprehensive. 
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Recommendations 
 

OCHCO should implement process improvements to reduce the length of specific hiring process 

steps, develop and provide consistent training on the hiring process, implement knowledge 

management strategies and automation, develop methodologies for calculating hiring-related 

metrics, and track hiring information critical to informed decision making.  Therefore, we 

recommend that the Chief Human Capital Officer take the following actions. 

 

1. Standardize Position Descriptions and Job Analyses for 
Mission-Critical Occupations, High-Risk Occupations, and 
Positions With High-Volume Staffing Needs 

 

To improve the efficiency of the review position description and confirm job analysis process 

steps, the Chief Human Capital Officer should develop and make accessible to HUD program 

offices standardized position descriptions and job analyses for mission-critical occupations, high-

risk occupations, and positions with high-volume staffing needs.  Standardizing recruitment 

documents for select positions will improve the timeliness of the hiring process by reducing the 

position description and job analysis review and approval time because the documents are ñtried 

and true.ò 

 

2. Develop and Share Best Practices With HUDôs Program Offices 
on How Hiring Managers Can Execute Hiring Process 
Responsibilities To Meet Timeliness Goals  

 

To address the timeliness of the interview and select step, the Chief Human Capital Officer 

should develop and share best practices with HUDôs program offices on how hiring managers 

can decrease the length of the interview and selection step.  This activity should include but not 

be limited to tips for how hiring managers can meet the timeliness goals associated with the 

interview and select step.  Increasing hiring manager knowledge of promising practices will 

increase the likelihood that these practices will be implemented and, in-turn, increase the 

likelihood that hiring managers will execute their responsibilities in a timely manner. 

 

3. Determine the Cause for the Variations in the Timeliness of the 
Preemployment and Security Checks Step in FY 2017, 2018, and 
2019 and Develop Appropriate Process Improvements 

 

To address the timeliness of the preemployment and security checks step, the Chief Human 

Capital Officer should determine the cause for the variations in the timeliness of the 

preemployment and security checks step from FY 2017, 2018, and 2019 and develop appropriate 

process improvements.  Identifying and implementing process improvements to ensure that the 

preemployment and security checks step is timely will enable HUD to hire in a more efficient 

manner. 



Report number:  2020-OE-0002 

32 
 

4. Develop and Document Comprehensive Reference Documents 
on the Hiring Processes, Procedures, Roles, and 
Responsibilities 

 

To address the inconsistent roles and responsibilities and the lack of hiring managersô knowledge 

and understanding of their roles, the Chief Human Capital Officer should develop and document 

comprehensive reference documents on the hiring processes, procedures, roles, and 

responsibilities.  Clear and complete reference documents made available to process owners will 

improve the efficiency of the hiring process by increasing the understanding and transparency of 

the hiring process and reducing unnecessary back and forth among BFS, OCCHO, and the 

program offices. 

 

5. Develop and Implement Regular Training for Process Owners 
on the Hiring Process 

 

To address the limited and inconsistent training on the hiring process, the Chief Human Capital 

Officer should develop training on the hiring process.  Consistently offering training on the 

hiring process will improve the efficiency of the hiring process by increasing the understanding 

of the hiring process.  In addition to training on roles and responsibilities, hiring managers 

expressed an interest in the following training topics: 

 

¶ How to hire someone using a special hiring authority. 

¶ A general overview of the hiring process. 

¶ An overview of hiring incentives and when to offer them. 

¶ An overview of HUDôs time-to-hire metrics. 

 

6. Create and Implement a Knowledge Management Strategy, 
Such as Developing Standard Operating Procedures, Reference 
Sheets, and Program Office Fact Sheets 

 

To address knowledge loss, which leads to the frequent need to explain or reexplain HUDôs 

program missions, the Chief Human Capital Officer should create and implement a knowledge 

management strategy, such as developing standard operating procedures, reference sheets, and 

program office fact sheets.  These resources will  improve the efficiency of the hiring process by 

increasing understanding and reducing unnecessary back and forth. 

 

7. Conduct a Feasibility Study for an Automated POL 
 

To increase the accuracy of HUDôs hiring data and improve the efficiency of HUDôs hiring 

process, the Chief Human Capital Officer should conduct a feasibility study for an automated 

POL.  While an automated POL would come with a cost, OCHCO can improve the efficiency of 

the hiring process by prioritizing automation as well as allowing its staff to focus on strategy and 

other priorities.  Additionally, an automated POL would likely decrease staff time needed to 

complete it, thus partially offsetting any costs associated with the automation. 
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8. Develop and Implement Time-to-Hire Goals That Account for 
Each Hiring Process Step 

 

To improve the consistency and completeness of HUDôs hiring process goals, the Chief Human 

Capital Officer should develop and implement time-to-hire goals that account for each hiring 

process step.  The BFS Hiring Process Job Aid and the human capital dashboard annual targets 

do not agree, and the annual performance plan targets provide only for a total time-to-hire, not 

detailed time-to-hire goals for each process step.  A time-to-hire model that includes goals for 

each hiring process step should be used as the standard and will allow OCHCO to determine 

where improvements are needed and to hold process owners and themselves accountable.  Goals 

should be communicated to HUDôs program offices. 

 

9. Develop and Document Methodologies on How OCHCO 
Calculates Hiring Metrics To Ensure That Its Hiring Metrics and 
Hiring Goals Align Across All of Its Data Sources, Including the 
POL, the Human Capital Dashboard, and the HCOP 

 

To improve the accuracy and consistency of HUDôs hiring data and metrics, the Chief Human 

Capital Officer should develop and document methodologies on how to calculate each of the 

hiring metrics it wants to track.  These methodologies will ensure that OCHCOôs hiring metrics 

and hiring goals are accurate and align across all of its data sources, including the POL, the 

human capital dashboard, and the HCOP, which, in turn, will improve the accuracy and 

reliability of all hiring data and metrics and increase knowledge among all process owners. 

 

10. Track the Quality of Candidates as Measured by the Hiring 
Officials 

 

To address candidate quality, the Chief Human Capital Officer needs to track the quality of 

candidates as measured by the hiring official.  If OCHCO can increase the quality of candidates, 

it may result in overall improvement because candidate quality impacts the average time-to-hire. 

 

11. Track the Number of Recruit Requests That Result in a 
Selection, the Number of Recruit Attempts That Result in a 
Successful Hire, and the Number of Positions That Are 
Reposted Due to Unsuccessful First Recruit Attempts 

 

To address the impact of candidate quality on time-to-hire, the Chief Human Capital Officer 

should track the number of recruit requests that result in a selection, the number of recruit 

attempts that result in a successful hire, and the number of positions that are reposted due to 

unsuccessful first recruit attempts.  This information will help OCHCO understand whether 

HUD hiring managers are receiving a list of qualified candidates from which to select.  It will 

also allow OCHCO to identify the impact reposting unsuccessful job announcements has on 

time-to-hire and better understand how frequently reposting occurs.  These metrics would 

indicate whether a hiring manager chose not to hire due to the quality of candidates because it 
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would distinguish between instances when a hiring manager did and did not select a candidate.  

These additional hiring metrics can inform future decision making across HUD. 
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Other Observations 
 

We evaluated several areas related to HUDôs hiring process that did not result in a finding.  We 

have included the results here for informational purposes only.  This information includes 

analysis we conducted to determine whether certain variables had an impact on the calculated 

average time-to-hire and information regarding OCHCOôs partnership with the HUD workforce. 

 

Trends in Average Time-To-Hire 
 

We analyzed different variables in HUDôs hiring process to determine what impact, if any, the 

variables had on the calculated average time-to-hire.  Those variables were 

 

¶ the areas of consideration used for the hiring action; 

¶ the grade, series, and duty location of the hiring action; and 

¶ the program office doing the hiring. 

 

Area of Consideration Did Impact Average Time-To-Hire 

 

We calculated that the percentage of HUD hires using merit promotion34 and public areas of 

consideration35 dropped from 95.2 and 95.8 percent in FY 2017 and 2018, respectively, to 80.3 

percent in FY 2019.  In FY 2019, there was an increase in the use of other areas of consideration.  

Merit promotion and public were the most common types of areas of consideration HUD used to 

hire people in FY 2017, 2018, and 2019.  Merit promotion had a faster average time-to-hire (by 

at least 30 days), compared to public advertisements. 

 

The number of instances in which other areas of consideration, such as Veteransô Recruitment 

Appointment or Schedule A, were used was too small to identify whether they allowed for 

timelier hiring.  When we interviewed OPM, an official said that OPM has found that ñagencies 

who use all of the available hiring flexibilities afforded to them have had success in reducing 

[time-to-hire].ò 

 

Grade, Series, and Location Did Not Impact Average Time-To-Hire 

 

Using time-to-hire data received from BFS for FY 2017, 2018, and 2019, we found that grade, 

series, and location had no clear impact on the average time-to-hire. 

 

 
34 Merit promotion allows a current or former Federal employee to apply for a job without having to compete with 

the general public or people with veteransô preference.  Anyone that is a U.S. citizen or national can apply for jobs 

that are open to the public. 
35 Area of consideration describes the individuals from whom the agency will accept applications to compete for the 

position.  It may be a broad or a limited group of individuals.  Area of consideration may also be referred to as ñwho 

may applyò within the vacancy announcement. 
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Program Office Did Not Impact Average Time-To-Hire 

 

Using time-to-hire data received from BFS for FY 2017, 2018, and 2019, we found that program 

office had no clear impact on the average time-to-hire.  In addition, we found that the offices 

with both the fastest and the slowest average time-to-hire across all years made fewer hires than 

other offices, indicating that the quantity of hires may not impact an officeôs ability to hire in a 

timely manner.  

 

OCHCOôs Strategic Partnership With HUDôs Workforce 
 

As previously mentioned in this report, OCHCO identified five actions to reduce the average 

time-to-hire.  One of those actions was to ñstrengthen its strategic partnership with the HUD 

workforceò by ñidentify[ing] strategic touchpoints to increase communication in the recruitment 

process.ò  The goal of the strategic touchpoints is to increase communication throughout the 

recruitment process and improve both program officesô and OCHCO officialsô understanding of 

one another. 

 

According to feedback received in the hiring manager survey, some hiring manager respondents 

reported very few or unsatisfactory interactions with OCHCO.  When asked, ñHow satisfied or 

dissatisfied are you with your interactions with HUDôs [OCHCO]?,ò 29.8 percent of 

respondentsðor 61 hiring managersðreported, ñI have not had any interactions with OCHCO.ò  

An additional 24.9 percent of respondents in response to the same question, reported that they 

were dissatisfied with their interactions with OCHCO during the hiring process.  Some hiring 

managers even indicated that they were not allowed to contact OCHCO.  Hiring manager 

comments include the following: 

 

¶ Not really sure who [OCHCO is]. 

¶ éthere is little to [no] communication from [OCHCO]é 

¶ OCHCOôs management or staff does not attend any meetings to collaborate with the 
program offices and hiring managers. 

¶ I have not had direct interactions with OCHCOé 

 

Given that BFS is primarily responsible for many of the interactions with hiring managers, 

OCHCOôs interactions with hiring managers did not rise to the level of a finding.  We mention 

this matter only to ensure OCHCOôs awareness. 
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Agency Comments and OIG Response 
 

Summary of OCHCO Comments and OIG Response 
 

We requested and received comments from OCHCO in response to our draft report, which 

indicated its agreement with all 11 recommendations.36  The status of each recommendation is 

ñunresolved-open.ò37 

 

OCHCOôs comments described eight corrective actions taken by OCHCO in the last 15 months 

that it believes addressed issues raised in the report, as well as four additional items for our 

situational awareness.  OCHCO provided 19 documents to support its corrective actions taken to 

date.  Past and future corrective actions include hiring for various OCHCO leadership positions, 

implementing regular informational and training meetings with HUDôs program offices, creating 

and updating hiring process documentation and procedures, and procuring and improving various 

systems and tools used throughout the hiring process. 

 

We greatly appreciate the efforts taken to date by OCHCO to improve HUDôs hiring process.  

We will continue to review the documentation submitted by OCHCO to support the corrective 

actions taken to date and will contact OCHCO within 90 days to begin discussing its proposed 

management decisions.  We will work with OCHCO to better understand its corrective actions, 

request additional documentation, establish estimated completion dates, and determine whether 

actions taken to date meet the intent of our recommendations. 

 

Recommendations 1-3 

 

For recommendations 1-3, we agreed to the corrective action plans and are prepared to designate 

recommendations 1-3 ñresolved-openò upon receipt of an estimated completion date for each 

recommendation.38  To close recommendation 1, we request that OCHCO provide documentation 

showing that the assessment template packages process has been codified and shared with 

HUDôs program offices via the release of the hiring memorandum referenced in OCHCOôs 

response.  OCHCO should also provide examples of an assessment template package and 

documentation showing that there are packages for mission-critical occupations, high-risk 

occupations, and positions with high-volume staffing needs.  To close recommendation 2, we 

request that OCHCO provide examples of slides used to brief HUD program offices from May to 

July 2021, examples of referenced reports provided to HUD program offices that flag process 

steps above target timeframes, and documentation showing the release of the hiring 

memorandum, describing the 15 calendar days hiring managers have to make a selection.  To 

close recommendation 3, we request that OCHCO provide examples of its Personnel Security 

 
36  Because OCHCOôs comments stated, ñwe concur with the findings,ò we contacted OCHCO to clarify its 

agreement with our recommendations.  OCHCO clarified that ñHUD concurs with all findings and 

recommendations.ò 
37 ñUnresolved-openò means that we are not in agreement or have additional questions about HUDôs corrective 

action plan. 
38 ñResolved-openò means that we agree with HUDôs corrective action plan but request additional documentation to 

support the recommendationôs closure. 
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Divisionôs notifications to the program office human resources advisors.  OCHCO should also 

provide documentation showing that receipt of electronic documents is enabled in PERSIST.39 

 

Recommendations 4-11 

 

Recommendations 4-11 will remain ñunresolved-open.ò  While OCHCO demonstrated that it has 

done work to address these recommendations, we plan to have follow up questions on the 

ongoing and future corrective action plans. 

  

 
39 OCHCOôs Personnel Security Division uses a case management system called PERSISTðthe Personnel Security 

Integrate Tracking System.  



Report number:  2020-OE-0002 

39 
 

OCHCO Comments to the Draft Report 
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